The problem and the solution. Organizational changes, especially mergers, are very emotive events. Still, in change models, the role of emotion is rarely discussed. Most of the change literature focuses on rational and cognitive aspects and views emotions merely as human frailty or cause for interference with implementing change. This literature portrays a very limited and superficial understanding of emotions. By drawing on psychological literature on emotion theories, more helpful notions can be developed, such as viewing emotions as an essential part of the working experience. These theoretical developments are exemplified and taken a step further by the results of an explorative study, investigating the emotional experiences of a merger. A framework is developed, which allows researchers to map out the emotional experience more comprehensively.
In their introduction, Callahan and McCollum (2002 [this issue] ) stated that our perspective on emotions influences the way we think about human beings in organizations and thus shapes the way we plan and manage interventions or select and train staff. Even more fundamentally, I would argue, it probably reveals our Menschenbild-our taken-for-granted assumptions about how humans function at work, what drives them, how they are motivated.
Looking at the way we think about emotions during organizational change provides a particularly good and interesting opportunity to examine emotions and their role at work for several reasons: Radical organizational change is supposed to be a very emotive event-the media, the people involved, as well as academics agree on this (e.g., Huy, 1999) . This means that on one hand, emotions might surface more frequently and more intensely than in nonchange situations, and on the other hand that it may be easier to address and research emotions in a situation that is accepted as very emotional. The emotional experience of change processes is often equaled with "being irrational" (e.g., Fineman, 1993) . Emotions are often seen as a cause of the problems occurring during implementation of change rather than an expression of the underlying difficulties. From a psychological perspective, this is a very unfortunate view of emotions, as it leaves a lot of questions undiscussed and may lead to the conclusion that emotions need to be managed away to implement change successfully.
There seems, therefore, to be a need for clarification and discussion of these issues, not least because these limited assumptions are reflected in much of the practitioner-oriented literature on change management. Looking at emotions during organizational change challenges our implicit and explicit assumptions concerning emotions and offers an opportunity to observe links between emotional experience and organizational actions.
The aims of this article are to open up new ways of looking at emotions during change and to present a framework for understanding the emotional experience of change based on empirical data.
Linking the approach adopted here to the framework developed by Callahan and McCollum, I look at emotions mainly from an observer's perspective, as something that is inseparably linked with organizational action. I use the term emotional experience to describe the emotions and related cognitions and behaviors surrounding events during change. In this sense, I view emotions as emergent from change processes and as playing an important role in adjustment to change. In other words, I see emotions as a result of structures, emerging from structures. Structures in this sense can mean organizational structures and processes but also social or individual structures, such as the way team members deal with each other or the way in which an individual construes meaning. Cox (1997) stated that in the context of organizational change, the concept of emotion is often defined in terms of deviation-deviation from what is desired or aimed for from a management perspective. Within the literature on organizational change more generally, emotions are often only viewed either in terms of stress that needs to be coped with or as resistance that needs to be reduced or worked through. In this section, I want to first illustrate this point by very briefly describing three different ways of looking at emotions during change found in the literature. Second, I will identify the implicit and explicit assumptions about the underlying functions of emotions in each of these groups of literature.
Standard Approaches to the Role of Emotions During Change
The first group of literature looks at stress and fear as main negative reactions to organizational change. It mainly focuses on unwanted and undesirable negative reactions to change (Cartwright & Cooper, 1994; Müller-Stewens, 1991) and portrays employees as relatively passive recipients of change. Mergers are seen as especially difficult emotional experiences, as they create uncertainty (as to what the future holds), anxiety, insecurity, stress, and feelings of loss (e.g., Hogan & Overmayer-Day, 1994; Marks & Mirvis, 1992) . This means the focus is mainly on the individual's reaction to change and the dysfunctional behavior-from the point of view of the organization-that may result from these negative emotions (e.g., Nippa, 1996) .
A second group of literature is interested in the emotional effects of layoffs on survivors (e.g., Brockner & Wiesenfeld, 1993) . Organizations after downsizing may have to deal with anger, loss of trust, and remaining fear of job loss (Leana & Feldman, 1989) . These negative emotions and the general negative climate produced by a very specific type of change are a threat to the organization as it is at risk of losing employees. Here again, emotions are linked with dysfunctional behaviors of individuals.
A third group of literature focuses on resistance to change expressing irrational emotions. Resistance is, from a managerial perspective, often viewed as irrational (Piderit, 2000) . Kotter and Schlesinger (1992) described four emotional reasons for resistance: loss of value as a result of change, lack of understanding of the implications of change and lack of trust in the organization, different assessment of the situation than those who initiate the change, and fear of not being able to develop the new skills required due to this change. A similar view is expressed in authors' adapting phase models for understanding emotional reactions to change, which are modeled on the understanding of change as "death" and "loss" (e.g., Mirvis, 1985) . Unproductive, emotional stages should be kept short (e.g., Orgland, 1995) . The underlying assumption is that because people fear change in general and therefore oppose it, resistance is seen as an emotional barrier (Reiss, 1995) that prevents people from understanding rational argument. From this perspective, negative emotions again become "dysfunctional," and therefore the experience of change is portrayed as a problem.
The literature summarized here describes important aspects of emotional reactions to organizational change. These approaches are, however, limited in several ways:
1. Focus on pathologized emotions: An assumption behind many of these perspectives is that emotions obstruct the change process, suggest that something is going wrong, and therefore need to be fixed by management. Emotions are thus often seen as part of resistance, which needs to be overcome. Negative emotions are only seen as having (very broad) negative consequences for the individual and the organization. The possibility that negative emotions may also have many kinds of positive outcomes for both individuals and organizations is neglected.
Focus on negative emotions:
There is, in general, a strong focus on negative emotions with a destructive impact on the organization and the change process. Positive emotions and their impact are being neglected. Clearly, during many kinds of change, people are likely to experience both positive and negative emotions.
Managerial focus on recipients of change:
The reactions to change summarized above are mainly describing the recipients of change, often employees. It seems obvious that the reactions to change are likely to vary according to whether the person is primarily a change strategist, a change implementer, or a change recipient (e.g., Kanter, Stein, & Jick, 1992) . There is a strong top-down perspective, as most of the literature on organizational change focuses on management of change and therefore has a typical managerial view of emotion focusing only on the emotions of the recipients of the change and ignoring the emotions of other key groups.
Focus on specific aspects of change:
The three approaches described above tend to focus mainly on some very specific aspects of change, such as job insecurity, workload, or downsizing. There is therefore little consideration of simultaneous multiple changes that characterize much organizational change (e.g., Orgland, 1995) . Likewise, little attention is paid to the possibility or likelihood that transition curves or phases may not take place in the tidy way suggested by these models.
In general, the three perspectives described earlier, although identifying some important issues, also have a limited focus on certain aspects of change and take a somewhat narrow view of the possible roles of emotions during change. These standard approaches to emotion and change do not take into account the literature on emotions in general or emotions in the context of work and organizations in particular. In the next section, I will therefore attempt to outline how emotions during organizational change can be understood differently by drawing on and integrating some of this literature.
An Alternative Theoretical Approach to Understanding Emotions During Change
The aim of this section is to outline an alternative understanding of the role of emotions during change. I suggest that emotions are best viewed as part and parcel of the individual and social experience of change. Human experience is fundamentally characterized by emotion (e.g., Greenberg & Rhodes, 1991) , and at work-as in other activities-emotions reflect the interpretation of the ongoing events (e.g., Weiss & Cropanzano, 1996) . As a consequence, experienced and expressed emotions can be seen as a vital part of the construction of the meanings of change, reflecting perspectives of dif-ferent stakeholders in the organization. Taking this view makes it possible to acknowledge both positive and negative emotions as a major motivational factor in our behavior at work, structuring the way we think, feel, and behave.
To make a step toward understanding emotions as an integral part of the experience of organizational change, we need to explore the following three emotional processes: (a) emotions as an important component of construction of meaning during change, (b) emotions as an integral part of adaptation and motivation, and (c) emotions as a social phenomenon.
Emotions as an important component of construction of meaning during change:
How are emotions an integral part of learning about the change process? Rüegg-Stürm (2001) outlined a systemic-constructivist "theory of firm" to describe and explain the construction of organizational change. He viewed organizations as complex interwoven systems of events. Potential events only become events when they are perceived and consolidated by communication processes. Change is thus not seen as the evolution of objective events but as a collective shared interpretation of events.
An important feature of the construction of change is the notion of interruption. Interruptions can be seen in this context as events that are perceived and interpreted as being sufficiently different from usual or salient events in such as way as to act as a trigger for sense making or a search for meaning. This then triggers off further interpretation and is thus further developing the individual and social narrative of change.
The theory of the construction of change links in well with the notion of emotions. A study by Cox (1997) illustrates this well, as it attempts to frame the dynamics of a complex chain of events and experiences during radical change. She viewed change as interruption, distinct from the more negative term disruption, defined as "something which is unexpected or which affects your ability to carry out plans" (Cox, 1997, p. 629) . She listed possible interpretations of interruptions, which all have an emotional connotation, such as annoyance, challenge, surprise, shock, or threat. This underlines an important feature of interruptions: They are likely to be accompanied by emotions.
Similar to the notion of interruptions as being accompanied by emotions, the psychology of emotions also views emotions mainly as a reaction to an event, indicating an episode of importance to the individual (Parkinson, 1995; Scherer, 1984) . According to many authors, events are cognitively appraised along different dimensions, leading to different specific emotions, such as, for example, anger and fear (e.g., Lazarus, 1991; Ortony, Clore, & Collins, 1988) . According to Lazarus (1991) , individuals appraise events, for example, according to their individual goals, to their beliefs and values and the perceived significance of the events for personal well-being. Emotions, therefore, occur as a reaction to an interpreted event and as a reac-
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tion to those interpretations. This allows the viewing of emotion and cognition as an interwoven process, helping the individual to construe the meaning of what is going on.
Emotions as an integral part of individual adaptation and motivation:
Contrary to a large part of the change literature described above, emotions in the psychological literature are mainly seen as having an adaptive function, helping the individual adjust to a specific situation (e.g., Lazarus, 1991) . Emotions have a strong motivational component, leading to quite specific behaviors, and different emotions are associated with different action tendencies (Frijda, 1986) . Fear, for example, is connected with the tendency to avoid, flee, or protect oneself. Happiness and trust evoke the tendency to stay close. Anger is connected with the tendency to remove the obstacle, resist, or oppose (Frijda, 1986) . This aspect of emotion is particularly relevant for the work context, as managers and academics are often interested in explaining and predicting behavior. Emotions are seen as having a stronger influence on behavior in the work setting than job attitudes, such as job satisfaction (e.g., Côté, 1999; Fisher, 2000) .
According to the action tendency, anger could, from an outsider's perspective, be interpreted as resistance to change. We cannot say, however, if this anger is dysfunctional in the short or longer term for the organization, as it could, for example, lead to an improvement of the change process. We ought to challenge the idea that negative emotions necessarily lead to negative consequences for the organization or the individual.
Emotions as social phenomenon:
In the general psychology tradition, emotions have mainly been discussed as an individual phenomenon. There is, however, growing research that views emotion as a social phenomenon rather than an individual one (e.g., De Rivera, 1992; Gergen, 1992; Harré, 1986; Parkinson, 1995) , which points to the impact of emotions on social processes (e.g., emotional contagion) or serves important social functions such as formation of social groups (e.g., Rafaeli & Sutton, 1989) . In the context of organizational change, this appears to be relevant, as it might help researchers to understand how the perception of change and the emotional response to change is constructed in groups or teams.
Emotional processes are thus important for the process of perceiving, communicating, and consolidating the stream of events (which make up change) and thus for constructing a shared understanding of the change process. Emotions differentiate the meaning of the interpretation of the ongoing events. In other words, emotions can be seen as an individual and social phenomenon, indicating the meaning of the relevant events in the change process and forming the individual and social experience of the change process.
My assumptions concerning the role of individual emotional experience in the context of organizational change can be summarized as follows: 
The role of emotions for the individual experience of change:
Organizational change, like other life contexts, can be seen as individual and socially shared interpretation of the ongoing events. Such events can be an official press release or the behavior and emotions of colleagues. They can be experienced emotionally and interrupt the flow of events, if relevant to the individual. The experience of the emotions is connected to cognitive appraisals and specific action tendencies (e.g., experienced in relation to anger and fear) and are important for individual adjustment. The continuous experience of different emotions over time, connected with the interpretation of ongoing events, form the individual experience of change. The individual experience of change is, therefore, part of a complex set of interdependent emotions.
The social role of emotions during change:
Emotions are expressed and communicated and through this become part of other people's experiences of the change process. Such expressed and communicated emotions influence group processes, organizational climate, as well as the individual and social construction of change.
Emotions indicate how the change process is experienced by different stakeholder groups, and the interpreted events indicate why it is experienced emotionally and in which context these emotions occur.
Through these reflections it becomes clear that, contrary to the traditional approaches, people can experience a range of positive and negative emotions during organizational change and that these emotions can be about a variety of different events. These events can be incidents with a wide impact, such as communication of layoffs, as well as very local events such as a secretary expressing his or her dissatisfaction. This emotional experience strongly portrays a specific view of a certain group of people and will vary according to different stakeholders at different times during the change process (see Figure 1 for summary).
To learn from the emotional experience about the organizational change process, it is necessary not to fall into the trap of applying stereotype assumptions and heuristics about the role of emotions during change. On the contrary, managers and human resources professionals need to take a close and specific look and analyze the situation. But how, on the basis of the theoretical approach outlined here, can we analyze the emotional experience of organizational change? In the following two sections, I will present a study (Kiefer & Eicken, 1999) and illustrate how the emotional experience of one type of organizational change, a merger, can be mapped out.
Background of Study
This study was part of a larger project in a big company in the service sector in Switzerland (see Kiefer & Eicken, 1999) . I offered to analyze the emotional experience of a human resources team to illustrate emotional reac-
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tions to change and hence enable them to develop a better understanding of emotional processes and to provide a basis for planning future interventions. I proceeded with this study on the basis of the theoretical assumptions outlined in the previous section. 
Alternative Approach Traditional Approach

FIGURE 1: COMPARING TRADITONAL AND ALTERNATIVE APPROACHES: LINKS BETWEEN THE ASSUMPTIONS OF EMOTIONS AND IMPLICATIONS FOR CHANGE MANAGEMENT
The sample in this in-depth study consisted of 9 human resource managers working in the same team in one specific area of the country. This team was highly involved in the merger processes but-according to senior managers-were not particularly subject to intense change in relation to the rest of the organization. To grant the promised anonymity, I can only give a superficial description of the sample. The interviewees came from both organizations involved in the merger, and the number of men and women was more or less equal; the age of the participants ranged from mid-20s to early 60s. The interviews were conducted 6 to 8 months after the merger had been announced, and they started shortly after the official agreement had been given by the monopoly commission for the merger to go ahead.
The aim of the study was to explore the emotional experience of the merger and its role during change, basing it on the alternative view of emotions. In Section 1, we got an initial insight into some emotional issues during change. The research questions that were addressed initially were: (a) What kind of emotions are experienced? and (b) What are these emotions about? The interviews were structured by a number of general questions: Please tell me your personal story of the changes in your organization before and after the announcement of the merger. What have you experienced? Which feelings did you have, and which did you observe in others? The interviews lasted between 60 and 90 minutes and were recorded and transcribed. The data were initially analyzed by following the principles of grounded theory (Glaser & Strauss, 1967) , which resulted in a framework.
Development of a Framework
Research Question 1: What emotions were felt and reported during the first 6 months after the merger was announced? In a first step, we collected all the emotion expressions. The emotional terms reported ranged from very general to quite specific (from "there was a strong reaction" or "positive/negative mood" to "jealousy" or "affection") and were positive as well as negative (see Table 1 ). Besides emotions, there were other affective expressions used, such as moods, motivation-related affect terms, or cognition-related affective terms, as well as emotionally laden judgments (see Briner, 1999) .
The emotional landscape painted by the participants is very differentiated and certainly not only negative. But what do the participants report as the cause of these emotions? I will give an answer to this question by presenting the framework of Kiefer and Eicken (1999) and by illustrating the categories with some example quotations.
Research Question 2: What were the emotions during change about?
There are, of course, many different ways of categorizing emotional experience. Based on our theoretical assumptions that emotions are event-specific, that they are Kiefer / UNDERSTANDING EMOTIONS AND CHANGE 47 Schmidt-Atzert (1996) with the exception of emotionally laden judgments, which is from Briner (1999) .
tied to interruptions, and that the experience of change is constructed by the interpretation of the ongoing events, we looked for similarities and differences in the interpreted events. Three basic steps of analysis were conducted to categorize the qualitative data. In the first step, we isolated the paragraphs that contained emotions and other affective expressions. In a second step, we identified what the emotions were about (in which specific situation the emotion arose). In other words, we were looking for the interpreted event connected to the reported emotion. Anger, for example, can be about many different things. In a third step, we looked for further similarities or differences of the reported events. The result of the analysis here is a framework for understanding the emotional experience during change.
The framework: Understanding the emotional experience of change: In our study, the participants seemed to be experiencing the merger in relation to different aspects of their job context, namely positive and negative events relating to work tasks itself (W), to their personal situation (P), to their social relationships (S), and to the organization (O). This is a well-known categorization in organizational behavior textbooks (e.g., Fincham & Rhodes, 1999) , which, however, also appears to be plausible to individuals in their everyday working lives. In further iterations of data analysis, the categories were further refined and subdimensions were defined that subscribe a specific change theme, such as "workload" or "fairness of procedures." These subdimensions define each of the four categories (see Table 2 ).
What does the framework tell us about emotions and their role during change? Emotions during change are clearly not only negative but also positive. The participants reported that they experienced these emotions partly in sequence, but more or less at the same time. The emotions experienced were connected with a wide range of events that were interpreted differently and that were related to various aspects of working life during change. The results reported in Table 2 , illustrated further in the next section, can be seen as portraying the views on the merger of one particular group. Although the merger was experienced highly emotionally, the data do not suggest that these emotions are part of what is usually thought of as resistance.
These intermediate conclusions are going to be further illustrated in the next section by describing parts of the emotional experience of this particular group, referring to the four categories in the framework and its subdimensions. Figure 2 summarizes and illustrates the findings.
Mapping Out the Emotional Experience of a Group of Human Resources Managers
One group of events the participants refer to is the way that everyday work tasks (category W) are organized and how the merger process affects their daily know, what the products will look like? That is very frustrating." well as in an insecurity situation. Manageability of workload: Possibility to master "When I heard of the merger, I felt indignant about the workload or manage the work on the basis of its quanwe will have to face again." titative workload and the demands from "We were on the edge because of the heavy workload, fearing Outside. Focus lies on structural factors such that it would get even worse, but always hoping it wouldn't." as workload rather than on personal ability. Autonomy and self-determination: Freedom, "If we won't be able to make decisions ourselves, it gets too autonomy, and self-determination necessary complicated and then I don't want to continue. It's simply no to complete the task efficiently or well. fun any longer." "We are very frustrated now, as we need to go through seven or eight positions to get an answer in order to make a decision." Feasibility: Feasibility of work and possibility to "There is this anger because of all the uncoordinated work." carry out a work task successfully and "I feel furious about the technical stuff that is not working." smoothly, without constant interruptions. This "I am looking forward to moving offices; that will make things a lot is dependent on how work is organized, on easier. And I am happy to be in these offices, it is a good place." structures and processes, as well as on the work surroundings. Personal Job security: Security and predictability of the "The assessment centres caused fear, as I had to prove I was situation (P) personal job situation (having a job). worth the job. My job was at risk." "Everybody is working overtime, because they are afraid of loosing their job."
Status and power: Future and present job con-"I feel confident that we are not going to lose out on this, we ditions such as position, status, function, or worked so hard in the past." work location (where and which job). Having "They got very angry about losing their fringe benefits." or not having certain conditions, losing or "The new employment conditions really hurt me." gaining status and power due to actions of the organizations or oneself. Personal development: Personal development "I don't see the merger as negative, I think, it is a great chance for and possibility to actively shape one's own me." future. Learning new skills and developing "Due to the merger, there are no possibilities for development in personality and competencies.
this new position, I am very unhappy about that." Professionality: Feeling professional and compe-"We had some many changes in the past, and there is never time tent in the job. Doing the job according to to consolidate things, you cannot get professional. This is beyond values and norms of the own professional comprehension." group and identifying with it.
"There is no time to do my job properly, the way I would like to; that is very frustrating and makes me angry." Control and influence: Control over and effect "In that phase I had a lot of fun, feeling that I can make things hapon the ways things are done on organizational, pen, although it was very tough." team, or personal level. "It is enormously frustrating, we feel we have no control over the situation." Competency: Having the personal skills and "Will I be able to meeting the new requirements? I feel anxious." abilities to achieve goals and meet (new and "I have confidence and trust in my abilities." old) demands. Social
Belonging: Belonging to and identifying with a "We are happy to finally be merged with the team of the partner relationship (S) group or team, in which common norms and organization. I am looking forward to it." values are lived. This includes team develop-"I regret and I find it sad that this person is leaving the team." ment and processes of developing bonds and norms.
(continued)
Support: Support of line manager/colleagues/ "My old boss is leaving, we are now leaderless that is really scary, employees for myself, for my learning, for because there is nobody to turn to, nobody who supports us." doing the job successfully.
"My boss has got sympathy for my situation, I feel grateful to him." "I am angry, because there is no administrative support from my colleagues, no information." Esteem and acknowledgement: Feeling acknowl-"My boss could at least have said thank you! I was cross!" edged and recognized by my line manager/ "I do get recognised from my colleagues for having done a comcolleagues/employees for my personality, my petent job during the integration period, it makes me feel very work, my competencies, and my needs.
good, and maybe proud." Trust: Trust in the abilities and personality of "I am happy about this nomination. He will do a good job." the line manager, colleagues, and employees "This decision of my boss makes me angry; I can't understand it." in their actions, the way they work (and lead), "I have a good feeling about us working together." and the way they treat others. Fairness and equal treatment: Fair and equal "He treats people differently; that causes envy and greed." treatment by the line manager, colleagues, and "I was relieved; she was fair to him." employees Credibility: Feeling that the line manager/ "I was promised this education by my old boss, and I can still do colleagues/employees are credible in their it. It surprised me and I was very happy." actions on the background of promises made or other expectations.
TABLE 2 Continued
Category
Definition of Subdimensions Examples of Emotional Events/Themes Reported
Relationship with Esteem and acknowledgement: Feeling acknowl-"I've worked here for over 20 years, and still I have to go through organization (O) edged and recognized by the organization for the assessments again; I don't feel taken seriously." my personality, my work, my competencies, "I was upset to hear that they are moving our department away and my needs or those of my team from the centre. This is just typical for how they view us." Fairness and equal treatment: Feeling that the "I feel treated unfairly, the nominations were all about microorganization treats stakeholders (groups of politics; we are not sought after much." "I reacted positively to employees, customers, etc.) fairly and equally the new payment policy. I feel it will be fair." Credibility of organization: Credibility of the "I was very surprised, shocked, to hear about the merger: Why organizational actions (words and acts, such merging with the greatest competitor?" as politics, strategies, etc.) on the background "These contradictions between communicated personnel strategy of promises made, on the (organizational) and what they are actually doing drives me mad, it makes me history and the (organizational) culture and so cross." expectations. Trust in organization: Trust in the organization "There are many rumours, you never know, what happens next, (and their politics and strategies) as well as in this is scary." its representatives and its management, today "I was happy to hear about the merger. It can only get better, I and for future actions hope." "The new salary policy is a real joy." Belonging to organization: Identifying with be-"It was shocking to feel how friends and customers were treating havior of organization and being identified you, just because you worked for this organization." with organization and their behavior.
"I still feel proud to work here."
Note: Italics note the emotion expressed.
routine and tasks (see Table 2 for a detailed definition). For this group of human resources managers at this stage of the merger, these events were experienced rather negatively. Two important aspects are described by the participants: (a) worries about the heavy workload and (b) anger and frustration due to not working processes and structures:
1,2 P4: And then there was this total indignation about what we will face workload-wise, . . . we did a lot of cursing about the not coordinated work and about wastage of energy and running on the spot, about orders being given three times from different departments and loads of things like this. Honestly a complete chaos. P3: And I see the same with other employees, who are totally frustrated, that they now have to reach the goal, the decision, by passing seven or eight departments or people, where we have to say, how stupid, why do I have to do that, before I had to pass three departments to get a decision, now over seven and this is totally frustrating.
In this phase of the merger, the emotions were generally about being hindered in doing one's job and having to go through extra hassle to do so. Hope is expressed that things will change soon and that structural improvements will be made, which will make working life easier: P2: Everybody is looking forward to going together [with the other team]. We hope it [the chaotic working structure] will get better then. 
FIGURE 2: THE EMOTIONAL EXPERIENCE OF A HUMAN RESOURCES TEAM, HALF A YEAR AFTER THE ANNOUNCEMENT OF A MERGER
P6: For me it is positive, a chance in this merger, where you build up new things, is to mention the things you want to change, to improve our work processes.
These interpretations are not only about structures and processes that do not work (in category W), it is clearly also about one's own work identity and professional quality standards (category P, professionality). The general theme is "being able to do one's job" or "not being hindered in doing one's job according to own standards": P7:It drives me up the wall, because you set high standards for yourself and for the job you do, and if you realize, I can't deliver this [high standard] to the client, because the structure isn't there, and you cannot finish the job with the quality you are used to, which you set as your personal goal, this is really frustrating.
What do these quotations tell us? There are two main aspects: First, the quotations confirm that the structural changes are experienced very ambivalently. On one hand negatively, and on the other hand positively, even in connection with the same events. Second, the results make clear that although this aspect of everyday work tasks is experienced with a lot of anger and frustration, there is no evidence to believe that these people are resisting the change process. Rather, the contrary seems to be the case: The personal will and goal to do one's job properly according to high standards cannot be reached. The participants are trying to do their job, but are hindered by nonfunctional structures.
Another set of events makes the respondents think about their personal job security (category P), about where he or she will be in the future organization, the personal position or status. A powerful theme at this stage of the merger was the question of whether (and where) one will get a job or position in the new company and whether it will suit he or she or not:
P3: [Due to the merger integration processes] right now there is a backlog of work to do and because of this I think that everybody knew, that they now have got a job [pause] but for how long? Due to these changes there are now, I think there is an insecurity with some of us, also, I mean, if he/she will be able to meet the demands or, yes, if he/she isn't already too old or getting retired soon or don't I meet the criteria for early retirement and will I then maybe be kicked out or what will happen?
During that phase, it wasn't only a topic to get a job, it was much more an issue of which job they would get and where it would be (another city, another department?). But also, clearly, it was an issue of whether one will be able to meet the demands of the future. It was, in this sense, about winning or losing out due to the changes: P5: No, no, at this stage it was sheer personal interest: Where will I be, what will I become, and certainly not "help I could be dismissed" or " there is no place for me," but certainly this fear was there. P2: And then these rumors started and it hasn't been stopped yet, somehow people are still insecure and anxious and think, "Next I have to give away a certain percentage of my salary and my rank and my expenses and God knows what."
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The changes due to the merger do not only make these people feel helpless and anxious, because they don't know what the future will bring for their personal life and work situation. The participants also feel that the changes are a great opportunity for personal control and development and possibly for major improvements:
P7: That was probably the kookiest time, . . . where I really enjoyed work, where I had the feeling to be able to move things, but it was a terribly hard phase-and then you have to say that it was worth it . . . and maybe it made me even feel a bit proud. P2: We all hope and look forward to [the new structures], I mean there is so much new for all of us that there will be more scope of action and possibilities for us to act in the future.
These quotations again make clear that some aspects of the merger are experienced very positively, and these are aspects that open up chances to the employees for personal development. This positive part of the emotional experience constitutes the whole change story as well as the negatively interpreted events.
According to the framework (Table 2) , there is a further set of emotional events during the merger that have got to do with being part of a group and identifying with it as well as working with or against each other (category S). For this group at the time of the interview, there were several important events and topics surrounding the social issues in the change process. Here I am presenting the interpretations of the events surrounding the merging of their core team. Members of the two teams obviously saw these social processes differently: Members of the bigger team (Team 1) mainly had a positive feeling when anticipating the integration of the two teams, displaying optimism and the necessity to stick together: P6: In conversations I never had the feeling that people [in the team] are resisting the integration of the other team. I rather have the feeling that we are in the same boat, we have the same starting conditions and one tries hard to integrate and to find one's place in the team. . . . This gives me a positive feeling about the things to come. P4: I met the others [Team 2] at meetings and actually I have a very good impression, and also the will to stick together and do things jointly.
The members of Team 2 were interviewed a couple of weeks later, after the teams had actually been merged, and their perception differs strongly from 
Summary and Conclusions
The first aim of this paper was to open up new ways of looking at emotions during organizational change. In the alternative approach, I suggest that these rather narrow views can be opened up by integrating theory and empirical evidence from the psychology of emotions (see Figure 1 for a summary) to learn from emotional processes at work to better comprehend organizational change. The alternative approach, I argue, enhances our understanding of change in several ways: It does not view emotions as destructive but as vital part of the experience of change, structuring the meaning of change. It is important to note that from a psychology of emotions standpoint, emotions are not dysfunctional, but help individuals adapt to difficult situations. Emotions drive behavior and constitute the construction of the individual and social meaning of the change process. Therefore, looking at the emotional experience gives managers and other members of an organization in change, as well as researchers, an insight into a specific perspective at a particular time in a change process. Elsewhere I argued (Kiefer, in press ) that this understanding is vital for change management, as standard recipe interventions tend to fail if not based on an understanding of the emotional experience of the concrete change process. Thus, the second aim was to present a framework to describe the emotional experience during change. The mapping out of the emotional experience of a merger of a small group of human resources managers along the developed framework (see Figure 2 for a summary) has several advantages over the traditional approaches.
Organizational change is not only experienced negatively, but also positively. There are a wide variety of emotions reported, reaching far beyond mere stress and fear. These emotions are connected to either different aspects of events during change or different events, which relate to different aspects of work (namely to work tasks, personal situations, social relationships, and relationships with the organization). The findings indicate no clear emotional phases, and organizing the data along the framework helps understanding different strings of important change themes simultaneously (such as fear of loss of status, feeling happy to be able to move things, and being disappointed about the way management treats employees). Furthermore, the data does not suggest that emotions are an expression of resistance or withdrawal in themselves, however, more research is needed to establish an understanding for the links between felt emotions and withdrawal from or motivation for change (Kiefer, Müller, & Eicken, 2001) . Still, there is no need to pathologize emotions, as emotions here are portraying a valuable perspective on the change process.
The presented framework has several implications for change management: Different groups are likely to experience change differently-different stages during change and different sorts of organizational change are likely to produce a different emotional experience. To plan interventions, it is thus important to understand the emotional experience of stakeholders. The framework (see Table 2 ) offers a basis for an analysis and the subdimensions help us keep some of the specific issues in mind when planning or managing organizational change. The framework facilitates mapping out different emotional aspects of the change. For example, it could be suggested that management should not only a focus on negative feelings and experiences but also on positive ones. This means that change seems to offer a variety of possibilities for positive experiences. Elsewhere, I have described the necessity of supporting and enabling positive experiences during change in more depth (Kiefer, in press; Kiefer et al., 2001 ). The findings further make clear that, for example, anger about nonworking processes is different and should be treated differently from disappointment and mistrust with the organization. Thus, dealing with this kind of anger may require different interventions from dealing with disappointment and mistrust with the company CEO. Herewith, I do not mean that these emotions need to be managed in any way, rather, the underlying issues (e.g., unclear communication) need to be understood and perhaps dealt with (e.g., improving internal communication and introducing participative schemes). Acknowledging emotions behind these issues rather than trying to keep emotions down means taking employees seriously during change.
Notes
1. In the following quotations, the expressions in italics refer to the emotion. 2. All quotations have been translated from German to English.
